Impression Management Tactics
Two particular impression management tactics are presented that can take the form of specific activities, communications (spoken and written), and nonverbal cues. These tactics are an expressed level of ownership, called ownership tactics, and attitude toward situations or events, called attitude tactics.
Ownership tactics. Individuals tend to accept a certain amount of responsibility for the events they report. This has been a common tactic used to create a desired impression (Allen, Madison, Porter, Renwick, & Mayes, 1979; Caldwell & O'Reilly, 1982) . We contend that ownership can be an associative or a disassociative tactic. Associative tactics are used to elevate the messenger's role in what is being reported. A person uses this tactic to accept responsibility in order to enhance his or her ego, personal motives, or image (Gardner & Martinko, 1988; Jones, 1964; Schlenker, 1980) . Impression management research supports the notion that individuals exhibit this type of behavior in order to present themselves in a favorable manner and reap the potential benefits of the association (Fandt & Ferris, 1990) . In contrast, disassociative tactics are reactive or defensive attempts to protect an image, avoid criticism, remove blame, avoid change, and ensure the least amount of assigned responsibility (Ashforth & Lee, 1990; Liden & Mitchell, 1988) . This type of tactic has received much attention in the impression management literature (Liden & Mitchell, 1988; Tedeschi & Melburg, 1984; Tedeschi & Norman, 1985; Wayne & Liden, 1995; Xin, 1997) .
Attitude tactics. An individual's attitude tactic can be understood by how positively (reflecting favorable characteristics of the situation) or negatively (reflecting unfavorable characteristics of the situation) an event is reported. Much of the research on using positive and negative information reveals a general preference for positive comments and dislike for negative comments (Booth-Butterfield, 1989; Podsakoff & Farh, 1989) . This preference was demonstrated in studies in which upward communication (subordinate to supervisor) emphasized how positive a situation or outcome was and minimized problems by rejecting negative or unfavorable information (Fandt & Ferris, 1990; O'Reilly, 1983; O'Reilly & Roberts, 1974) . Through this selective process, subordinates exhibit a bias against providing unfavorable information, even when they know that the information is important or relevant for organizational decisions. In addition to how this tactic is used, research generally supports the notion that positive information is more accurately recalled and accepted than is negative information (Bannister, 1986; DeNisi, Randolf, & Bledsoe, 1983; Ilgen, Mitchell, & Fredrickson, 1981) .
Span of managerial control. Reports show that numerous organizations are changing their management ranks, reengineering organizational structures, and streamlining hierarchies primarily in reaction to competitive threats, cost reductions, consolidation, strategic realignment, or productivity and efficiency initiatives (e.g., Ganzel, Picard, & Stamps, 1998; Parker, Wall, & Jackson, 1997; Sellers, 1998; Tombaugh & White, 1990) . Regardless of the reason for these activities, the consequences are usually a modification in the reporting relationships within organizations as well as in the procedures for accomplishing tasks. Such trends suggest a need to reexamine existing theories of organizations. Most of the theories of organizations are based on old bureaucratic structures, yet the 1990s revealed flatter and leaner organizations with wider spans of managerial control (Daft & Lewin, 1993; Ferris et al., 1997) .
The wider the SOC, the more employees the manager supervises, with the result that, in general, more autonomy is provided to the employee (Hackman & Oldham, 1976; Naughton & Outcalt, 1988) . Changing the SOC creates a disruption in the work routines from a variety of factors such as supervisory observation, verification, and opportunity for feedback and guidance. As a result, widening SOC may lower confidence, in which venturing beyond the job's scope, taking initiatives, using extra skills, and making judgments can lead to penalties for overstepping authority (Giacalone & Rosenfeld, 1987; O'Reilly, 1983; Parker et al., 1997; Pfeffer, 1981; Roloff & Campion, 1987) .
Substitutes for leadership. Leadership substitutes are defined as attributes of organizations that provide task guidance and incentives to perform to such a degree that they virtually negate the leader's capability to influence subordinates' actions (Howell, Bowen, Dorfman, Kerr, & Podsakoff, 1990; Howell, Dorfman, & Kerr, 1986; Kerr & Jermier, 1978) . Examples of substitutes that they provide are structured routine tasks, feedback on tasks, formalized roles, and rules and procedures.
In their inventive work, Kerr and Jermier (1978) proposed leadership substitutes as an approach for dealing with the challenges associated with widening SOC. Howell et al. (1990) suggest that substitutes are beneficial to a supervisor with an enlarged SOC by providing support to the management of goals, routines, and areas of responsibility. While Podsakoff, MacKenzie, and Bommer (1996) did not show support for this proposition, they did encourage the continuing study of the possible impact that a leadership substitute such as PA has on SOC. Yukl (1998) concurred by suggesting that it is premature to make conclusions about this theory's validity and utility until further research is conducted.
Interactive effects. The following questions, then, are important: Will SOC and PA interact to affect the impression management tactics of subordinates? And if they do interact, how?
We expect to see differential effects on the impression management tactics used by subordinates, suggesting that PA is not a substitute for the absence of supervision resulting from a widened SOC. Specifically, we propose that an impression management tactic for dealing with the widened SOC is to disassociate by documenting the use of available procedures, because the simplest way to cope with the absence of close supervision is to behave in ways that are acceptable to others (Tetlock, 1985) . Such action is related to the self-serving bias described by attribution theory. According to this theory, people tend to take credit for success (i.e., a resolved problem) and blame others for failure (Weiner, 1985) . To protect against the potential for poor performance associated with disruption to the supervisory routine, the subordinate defers to available procedures. That is, the subordinate plays it safe. In two particular studies (Fandt & Ferris, 1990; Ferris et al., 1997) , the lack of direct supervision interacted with availability of procedural information. These laboratory studies found that employees in this condition tended to use more defensive-oriented impression management tactics than in any other condition. Therefore, we propose the following interaction:
Hypothesis 1: There will be an interaction between SOC and PA such that subordinates in a widened SOC and available procedure condition will manipulate information by reporting more disassociative information than will subordinates in any other condition.
The opportunity to defer also should lead to more comments that are positive in order to make the disassociation more acceptable. For example, Fandt and Ferris (1990) showed that a subordinate's positive comments correlated positively with the shifting of responsibility and covering up of mistakes. The use of positive tactics may simply be a polite way to smooth over or divert attention from the disassociation described in Hypothesis 1. Furthermore, when subordinates consciously analyze a situation due to disruptions associated with widening SOC, they tend to communicate positive information to their superiors (O'Reilly, 1983; O'Reilly & Roberts, 1974) . The availability of procedures in this situation makes positive tactics more possible. Based on this analysis, we hypothesize the following interaction:
Hypothesis 2: There will be an interaction between SOC and PA such that subordinates in a widened SOC and available procedure condition will manipulate reports by providing more positive information than will subordinates in any other condition.
Self-monitoring.
Investigations by Snyder and his colleagues (Snyder, 1979a (Snyder, , 1987 Snyder & Campbell, 1982; Snyder & Copeland, 1989) have provided considerable support for the striking and important conclusion that individuals are motivated to (a) control their behavior and attention, (b) show sensitivity to social cues, and (c) exhibit socially appropriate behaviors. Yet evidence indicates that individuals vary in the extent to which they are attentive and responsive to situational cues, and the potential for variability across people and situations is a relevant issue. These differences are conceptualized in terms of the SM construct.
SM research indicates that individuals considered high in SM ("high SMs") are more attentive to and influenced by the role that information plays in conveying a personal image than are those low in SM ("low SMs") (Snyder, 1979a (Snyder, , 1979b (Snyder, , 1987 . High SMs exhibit higher levels of social conformity by tailoring their behavior to fit social and interpersonal appropriateness; they are uniquely capable of exhibiting differences between their public and private selves; they manipulate information to hide potential decision failure under conditions of structural change more often than in unchanged conditions. Research has linked this behavior with impression management tactics (Barrick & Mount, 1996; Caldwell & O'Reilly, 1982; Fandt & Ferris, 1990) .
We propose that high SMs should be more attentive and responsive to a widening SOC and the attendant disruptions to routines. Considering this analysis and the previous review, the following interaction is hypothesized:
Hypothesis 3: There will be an interaction between SOC and SM such that high SMs in a widened SOC condition will manipulate information by reporting more disassociative information than will low SMs in the same condition.
Similar to our development of Hypothesis 2, positive tactics appear to be positively related to the use of disassociation. When SOC is widened, high SMs should be more attentive to the changes in SOC and inclined to use more positive tactics as a mechanism to manage impressions. Therefore, we hypothesize the following interaction:
Hypothesis 4: There will be an interaction between SOC and SM such that high SMs in a widened SOC condition will manipulate information by reporting more positive information than will low SMs in the same condition.
There also should be an interaction between SM and PA. Low SMs are internally controlled and principled (Snyder & Campbell, 1982) . They present a consistent image regardless of the consequences (Long & Dobbins, 1992; Snyder & Copeland, 1989) . Because available procedures provide the standard task guidance to solve a problem, low SMs refrain from associative tactics. High SMs, in contrast, understand the required behaviors and techniques needed to give others the appropriate positive signals reflecting rational performance. Available procedures allow for the successful resolution to a problem in which high SMs will be attentive to the benefits of receiving credit by association. This analysis, along with the previous review, leads to the following hypothesized interaction:
Hypothesis 5: There will be an interaction between SM and PA such that high SMs in an available procedure condition will manipulate information by reporting more associative information than will low SMs in the same condition.
METHOD Research Setting
There is an expressed need for researchers to address the complex interpersonal dynamics of impression management in organizations rather than in laboratory settings (Bozeman & Kacmar, 1997) . This study, therefore, took place at two regional centers of a telecommunications corporation with headquarters in the northeastern United States, and it involved client service personnel (CSP). CSP were from depart-ments that handled service questions and problems from corporate clients via telephone contact.
Participants
Data were collected from 167 CSP and resulted in a sample of 122 women and 45 men (73.1% and 26.9%, respectively). The average age was 33, and the average tenure with the organization was 5.2 years. These statistics reflected the distribution of CSP from both facilities. The control group (narrow SOC = 1:8) consisted of 81 participants, and the experimental group (wide SOC = 1:20) had 86 participants.
Working Conditions
The process for client service interactions began with the CSP employee at his or her desk. When a client called with a particular question or problem, the client was routed to the next available CSP employee. The CSP employee answered the call and obtained information regarding the client contract and the particular problem. Based on the diagnosis of the problem, the CSP employee then proceeded to determine the next course of action. Throughout the call, the CSP employee entered in the computer a summary of what transpired.
Procedures
Five general steps were taken to implement the procedures. First, two facilities located in cities 105 miles apart were identified. Both regional centers handled the same types of contracts and clients. In addition, the subordinates' jobs were consistent in terms of tasks, technologies, and environmental influences, along with demographic similarity as noted above.
Second, SM was assessed through employee surveys. The survey was part of a yearly climate assessment conducted through the organization's employee relations program (95% response rate). The survey did obtain identification information because it was used for training and personal development workshops. Participants were assured that their identity would not be shared with their supervisors. Each participant was given time to fill out the survey during work hours.
Third, the SOC for one of the facilities was changed as part of the organization's plan to realign middle-manager positions (the experimental condition SOC became 1:20, whereas the control condition stayed at 1:8). The CSP in the experimental condition were notified 1 week before the change. They were informed that expectations and procedures would remain unchanged while some supervisors would be transferred to other company locations.
Fourth, client service telephone calls were randomly selected and taped (a routine practice for quality assurance) by the organization. Each call in the pool was numbered in the sequence in which it was monitored by the organization. Then calls were randomly selected using a random-number generator. If a CSP employee was already selected or had not filled out a survey (less than 1% of the CSP were discarded based on not completing a survey), the call was discarded. That is, each call to a CSP employee was considered one data point, and no CSP employee was used as a data point more than once. Each selected call was referred to as a codable event.
Fifth, the taped telephone conversations and the computer-generated reports from the interactions were collected and analyzed to determine the values for the dependent and independent variables.
Dependent Variables
Client service reports by CSP were generated from the two regional centers (experimental and control conditions). The computer-generated reports consisted of the CSP employee's interpretation of what transpired during a client service call. Each call and respective report, as described earlier, was designated as one codable event. The reports were content analyzed following previously developed qualitative analysis methods (Bettman & Weitz, 1983) and used by Caldwell and O'Reilly (1982) and Fandt and Ferris (1990) . Each report was first read for information content and then organized into codable comments. In other words, each codable event was composed of several codable comments. There were 167 codable events (i.e., corresponding to 167 participants in the study) broken down into a total of 1,307 codable comments. The codable comments derived from these calls pertain to what is kept in the CSP reports and possibly are seen by the employee's supervisor. That is, these reports are the employee's interpretation of what transpired as documentation for future reference.
Working independently, a panel of five raters categorized each codable comment into one of the four impression management tactics (associative, disassociative, positive, or negative) previously defined. An extra category, designated as "not applicable," was used for those comments that did not apply or fit any of the conditions. Five examples are provided to demonstrate each type of comment taken from CSP reports.
Associative: "I solved client's concerns and found the best method of handling the request." Disassociative: "Clients often make requests such as this but we refer them back to the basic policy on training." Positive: "This client has always been a pleasure to work with and seemed pleased with the resolution." Negative: "This is an unproductive, no-win type of problem that we shouldn't have to deal with." Not Applicable: "It's 5:05 and time to go home."
This procedure resulted in 1,123 comments coded into one of the four impression management tactics. The overall agreement of the raters was 91.9%. Following the prescription of Dollard and Auld (1959) , we calculated the measure of unitizing reliability for each of the dependent measures (associative = .92, disassociative = .88, positive = .95, and negative = .91). In addition, we controlled for chance agreements and accounted for the likely differences in reliability by calculating the reliability measures among pairs of the five raters for the four dependent measures (see Tables 1-4) . Considering conventional wisdom (Bales, 1950; Dollard & Auld, 1959) , these scoring reliabilities fall within the acceptable range for content analysis research. 
Independent Variables
Span of managerial control. As described previously, SOC was designed and intentionally changed by the organization. The criterion for distinction between SOC in the experimental and control groups was the ratio of supervisors to subordinates. In the experimental group (wide SOC), the ratio was 1 supervisor to 20 subordinates. In the control group (narrow SOC), the ratio was 1 supervisor to 8 subordinates.
Procedure availability. Although the reporting process did not change within the two sites, there were normally occurring variations in how procedures assisted in decision making for CSP. Some situations had clear written procedural solutions, and others did not. PA for each situation was classified by one of three department heads familiar with client service procedures but who had not been told the nature of the research study. The three department heads each had a minimum of 10 years' experience, all had worked as CSP, and they continued to work with clients. We determined that these factors kept systematic bias to a minimum. By listening to taped telephone conversations between CSP and clients, a supervisor classified each task as having available procedures (an established written policy was available; rules or procedures existed) or having unavailable procedures (no established written policy was available; rules or procedures did not exist).
Self-monitoring. CSP were assessed using the revised SM scale developed by Snyder (1979b) . Although other revisions to the SM scale were available (e.g., Lennox & Wolfe, 1984 ), Snyder's modification was used because of its increased reliability and use in other related research (e.g., Fandt & Ferris, 1990 ). The measure is composed of 18 forced-choice questions. CSP answered the questionnaire presented as part of an organizational climate survey prior to any changes in SOC. The mean was 7.72 (SD = 3.66), and the reliability coefficient was .75. A median split (7.0) was used to categorize CSP as either high SMs (77 CSP) or low SMs (90 CSP), resulting in a 54% and 46% split, respectively. We chose this coding protocol for two reasons. First, it is the standard recommended procedure for coding SM that is consistent with prior research (Caldwell & O'Reilly, 1982; Fandt & Ferris, 1990) . Second, this protocol was most suitable for our research design, as it allowed for a simpler presentation and interpretation of results.
Design and Analysis
The independent variables in the study were SOC (narrow vs. wide), PA (available vs. unavailable), and SM (low vs. high). In experimental terminology, the study employed a 2 × 2 × 2 factorial design. The dependent variables were impression management tactics in the form of written comments used in company service reports (associative, disassociative, positive, and negative).
Descriptive statistics were examined first. Then, the SM measure developed by Snyder (1979b) was evaluated in which the reliability was determined and CSP were placed into either the high or low category. Because of the categorical nature of the variables Cady, Fandt / MANAGING IMPRESSIONS 189 being studied, we chose to employ multiple analysis of variance (MANOVA) to test our model (cf. Keppel, 1983) . Table 5 provides the means, standard deviations, and intercorrelations for each of the variables. Table 6 provides the means by condition within each independent variable. Correlations among the dependent variables revealed significant relationships (p < .01 level, 1-tailed) for the frequency of associative, disassociative, and positive comments. The correlations showed that the higher the frequency of disassociative comments, the higher the frequency of positive comments. Furthermore, the higher the frequency of associative comments, the lower the frequency of disassociative and positive comments exhibited.
Results
MANOVA. The results of the MANOVA analysis are presented in Table 7 and revealed significant multivariate effects for SOC, F(4, 161) = 59.31, p < .001, η 2 = .60, and PA, F(4, 161) = 23.85, p < .001, η 2 = .38. The analysis also revealed three significant interactive effects for SOC × PA, F(4, 160) = 39.42, p < .001, η 2 = .50; SOC × SM, F(4, 160) = 3.05, p < .05, η 2 = .07; and PA × SM, F(4, 160) = 4.82, p < .01, η 2 = .11. Because there were significant multivariate effects, the next step for interpretation of MANOVA results was to examine the univariate F ratios to determine the unique impact that each of the dependent variables had on the general effect. In followup univariate tests, significance was found for all three potential interactions. First, SOC × PA was found to be significantly related to disassociative comments, F(1, 163) = 121.25, p < .001, η 2 = .43, and to positive comments, F(1, 163) = 49.54, p < .001, η 2 = .24. Second, SOC × SM was found to be significantly related to positive comments, F(1, 163) = 7.82, p < .01, η 2 = .05. Third, PA × SM was found to be significantly related to associative comments, F(1, 163) = 4.90, p < .05, η 2 = .03, and to disassociative comments, F(1, 163) = 13.24, p < .001, η 2 = .08) comments.
Hypotheses and contrasts.
In terms of hypothesized contrasts, Hypotheses 1 and 2 received support, suggesting that a wide SOC and available procedures lead to more disassociative and positive comments than did any other condition. Specifically, disassociative comments in the wide SOC and available procedures condition were significantly greater than disassociative comments in the wide SOC and unavailable procedures condition, F(1, 163) = 124.10, p < .001; the narrow SOC and available procedures condition, F(1, 163) = 217.86, p < .001; or the narrow SOC and unavailable procedures condition, F(1, 163) = 138.77, p < .001. Likewise, support for Hypothesis 2 revealed that positive comments in the wide SOC and available procedures condition were significantly greater than positive comments in the wide SOC and unavailable procedures condition, F(1, 163) = 65.45, p < .001; the narrow SOC and available procedures condition, F(1, 163) = 165.12, p < .001; or the narrow SOC and unavailable procedures condition, F(1, 163) = 83.36, p < .001.
Hypothesis 3 received no support. The interaction predicted by Hypothesis 4 received support and revealed that under conditions of a wide SOC, high SMs used more positive impression management comments than did low SMs, F(1, 163) = 57.61, p < .001. The interaction predicted by Hypothesis 5 received support, revealing that when procedures were available, high SMs used more associative comments than did low SMs, F(1, 163) = 8.82, p < .01). Figures 1 and 2 demonstrate that under conditions of wide SOC and PA, more disassociative (3.61 mean) and positive (5.83 mean) impression management comments were exhibited than in any other condition.
Figures.
Figures 3 through 5 demonstrate the unique relationship between high SMs and impression management. Figure 3 shows that as SOC widens, high SMs exhibit significantly more positive comments (4.96 mean) than when SOC is narrow (2.19 mean).
Figures 4 and 5 demonstrate the interactive effects of SM by PA on associative and disassociative comments. Figure 4 reveals that under conditions of available procedures high SMs use more associative comments (1.82 mean) than do low SMs (1.21 mean). Figure 5 shows that when procedures are available, high SMs also use more disassociative comments (2.36 mean) than do low SMs (1.56 mean). in MANOVA (see Table 7 ). The interaction of SOC × PA explained an overall variance of 50% in the dependent variables. Univariate results revealed that SOC × PA explained 43% of the variance in the frequency of disassociative comments and 24% of the variance in positive comments. The interaction of SOC × SM explained 7% of 
DISCUSSION
The primary purpose of our study was to examine CSP's attempts to strategically use their reports to influence impressions. To better understand this phenomenon, impression management tactics were viewed through the lens of SOC, the leadership substitute called PA, and SM.
Interpretation of Results
The results were interesting and, in some ways, surprising to us. First, an analysis of descriptive statistics revealed that there were significant correlations among the dependent variables. Second, we discerned that there were interactive effects for all four dependent variables. These interactive effects provided partial support for the hypotheses proffered and revealed several meaningful relationships. Finally, the results encourage speculation about predictable patterns of impression management tactics and the dual impact of procedure availability as a leadership substitute. These findings are described next in more detail.
Interactive effects. Under conditions of widening SOC, our findings indicate that clear procedures may not serve as a substitute for lack of close supervision (supporting Hypotheses 1 and 2). If PA was a real substitute for leadership, we would have seen the same deference given to the leader as the available procedures (i.e., no difference in impression management tactics used). It appears as though employees were seeking task guidance in the absence of supervision that resulted from the widened SOC. When CSP found task guidance in the form of available procedures, they made a special note in the report. That is, they felt the need to manage impressions by disassociating and being positive. Further support was shown by the fact that subordinates did not disassociate and use positive comments when the procedures were available and SOC was narrow. Of all the findings, the most compelling results occurred in this condition, with the highest η 2 at .50 overall, along with .43 and .24, respectively. These findings are consistent with the results from Fandt and Ferris (1990) and Ferris et al. (1997) .
The second significant interaction revealed that high SMs expressed the highest amount of positive comments when SOC widened (supporting Hypothesis 4). There appears to be a strategy of reporting positive information for events when supervision is less present. This finding supports the previous discussion on how people tend to report positive information. Furthermore, the overall mean was 3.46 for positive comments, whereas the overall mean was less than 2 for all other tactics examined.
The third interaction illustrated how the presence of procedures demarcated distinctions between high and low SMs by showing that high SMs expressed more associative (supporting Hypothesis 5) and disassociative (an unexpected finding) comments than did low SMs when procedures were available. The use of disassociative comments in this situation is contrary to our expectation that disassociation and association are opposing tactics. This finding suggests a unique style (later referred to as hedging) of impression management by high SMs. As for low SMs, they disassociate by giving credit to procedures when available while refraining from association. This can be seen in the increase for disassociation and the decrease for association for low SMs. As mentioned earlier, the internal consistency of low SMs leads to presentation of a consistent image, regardless of the consequences. We will speculate about these and other interactive patterns in the next section.
Negative comments were not significantly predicted by any of the independent variables. The results reveal that only 55 negative comments were provided overall (the least of the four dependent variables), whereas there were 578 positive comments (the most of the four dependent variables). This null finding was expected. People do seem to avoid using negative information and demonstrate a dislike for negative statements (Booth-Butterfield, 1989; Podsakoff & Farh, 1989) ; people using upward communication minimize problems by rejecting negative or unfavorable comments (Fandt & Ferris, 1990; O'Reilly, 1983; O'Reilly & Roberts, 1974) .
Strategies and tactics. The literature on impression management refers to a variety of ways to manage impressions in terms of strategies, tactics, behaviors, and abilities. The findings in this study reveal a consistent pattern in the way tactics were used. Consequently, we propose that impression management strategies consist of a unique combination of tactics designed by the actor to create a certain image by an observer. Our reason for distinguishing between strategies and tactics is that a strategy framework allows for an examination of the patterns in the tactics used. Any one tactic can be used to assist in implementing a variety of impression management strategies. The findings in this study suggest three broad strategies. We call these self-protection, self-promotion, and hedging impression management strategies.
Self-protection is a strategy that involves defending the ego (Ashford & Cummings, 1983 ), one's personal motives (Janis & Mann, 1977) , and/or one's image (Morrison, 1993; Morrison & Bies, 1991) . That is, self-protection is an effort to avoid action, blame, or change (Ashforth & Lee, 1990; Liden & Mitchell, 1988; Tedeschi & Melburg, 1984; Tedeschi & Norman, 1985; Wayne & Liden, 1995) . Self-protection impression management strategies involve the use of disassociative and positive tactics. An example statement would be, "I couldn't provide a charge-free fix as per . . . policy. Informed the client of the standard service provider guidelines. They were pleased that the tech would come so quickly." Support for this strategy can be seen in the positive correlation found between disassociative and positive tactics. In addition, the overall mean number of comments made (see Table 2 ) was the highest for a wide SOC (8.10) and available procedures (7.67). As a result of the significant interactions found, we propose that self-protection occurs in situations where the SOC has widened and procedures are available.
Self-promotion, in contrast, is a strategy that involves enhancing the ego, one's personal motives, and/or one's image (Gardner & Martinko, 1988; Jones, 1964) . It is an effort to be enacted, praised, or included. Self-promotion has been considered in such concepts as ingratiation (Jones, 1964) , self-presentation (Tedeschi & Norman, 1985) , self-affirmation (Steele, 1988) , and self-enhancing presentations (Powers & Zuroff, 1988) . Self-promotion impression management strategies involve the use of associative and less positive tactics. An example statement would be, "Assigned 3 vendors and made at least 15 calls. I was able to eventually find a resolution for the client." Here we can see the negative correlation found in this study indicating that associative tactics are used in conjunction with less positive tactics. The subtle point to notice here is that, although positive comments are made, they may be used sparingly in order to make the association more believable. It may be that the socially accepted norm of association (i.e., taking credit) requires letting others provide the positive comments. The studies conducted by Fandt and Ferris (1990) and Wayne and Liden (1995) corroborate these findings. We, therefore, propose that people will use fewer positive comments when attempting to be associated with an event or situation.
Hedging is a unique strategy to high SMs in which they are able to take credit for a situation or outcome while avoiding potential for criticism (i.e., hedging against unforeseen mistakes and fault finding). Hedging impression management strategies involve the use of disassociative and associative communications to both enhance and defend one's own ego, motives, or image. This is contrary to the negative correlation between associative and disassociative comments and suggests that high SMs use a more complex approach to managing impressions. An example statement would be, "After three customer callbacks I found the problem and got everything resolved. The service guidelines (3.45) required that a technician go on-site and install the necessary equipment at no charge. This was done." In this situation, a high SM will clearly document the procedures just in case decisions come back to "haunt" him or her. Because high SMs are more attuned to the social context (Higgins, Strauman, & Klein, 1986) , they may have a better feel for how to integrate apparently contradictory tactics (i.e., associative and disassociative). That is, they are better able to adapt to their environ-ment. This unexpected finding leads us to propose that hedging occurs when high SMs encounter available procedures.
Dual impact of procedure availability. The results also suggest that procedures may serve to either enhance or neutralize leadership. Neutralizers nullify the effects of the leader by creating an "influence vacuum" (Howell et al., 1990, p. 30) ; they are inflexible organizational rules and policies, represent the low position power of the leader, and are present when subordinates are indifferent toward rewards. Enhancers are attributes of the work environment that amplify the leader's impact on subordinates by crystallizing ambiguous goals and role definitions (Kerr & Jermier, 1978) .
While Howell et al. (1990) do not relate procedure availability to leadership enhancement, our results suggest an alternative prediction in which there may be a dual effect that procedures can have on the leader's influence. The results showed that available procedures emphasized the impact of changes in SOC or SM on the impression management tactics of subordinates. However, when the procedures were not available, neither SOC nor SM had an impact on the impression management tactics of subordinates. In essence, when procedures are available, one sees a difference; when the procedures are not available, one does not see a difference (notice this pattern in Figures 1, 2, 4 , and 5).
Limitations and Future Research
The limitations of this study fall into three areas. First, the data were collected in an environment undergoing a recent structural change in SOC (within 1 week). This change alone could cause the results. It is possible that the two facilities had different call characterizations by employees prior to the change in SOC. In the future, researchers should examine a similar scenario prior to a change in SOC, along with a longer time lapse after the change.
A second limitation involves the particular task characteristics of the CSP job. When studying structural changes, it is important to evaluate or control for a variety of physical and psychological factors. For example, the experimental condition involved supervisors leaving voluntarily to go to other positions within the company. We did not measure or control for the reasons supervisors chose to take a reassignment. Nor did we assess subordinates' attitudes toward their supervisors in the experimental versus control group. Whether these factors influenced the outcomes is a challenge for future research (e.g., Xin, 1997) . Future research should explore the nature of interpersonal relationships between the supervisor and subordinate before, during, and after such changes.
CSP training and cultural cues in the organization may be the reason for the insignificant findings for negative comments. The training for the CSP emphasized the need to keep negativity to a minimum. These contextual cues suggest that other jobs with different task characteristics may lead to varied findings for any one of the four impression management tactics. Thus, researchers should examine how the link between SOC and leadership substitutes interacts in workplace settings with different task characteristics.
Finally, the dependent variables in this study do not address issues associated with performance. That is, the reports that CSP provide do not indicate any degree of success or failure. Even though the presence of procedures has been shown in this study to delineate the impact of SOC on subordinates, procedures may not necessarily enhance the subordinate's effectiveness. Therefore, it is difficult to assume that these same kinds of relationships will exist with other dependent variables. Future research should examine the relationship of SOC and PA to performance (e.g., comparing customer, supervisor, and employee perceptions). Research could also examine the relationship between performance, attributions for performance, and impression management. The relationship between these three variables could benefit by including SM, because the evidence indicates that high SMs do respond differently than low SMs.
Practical Implications
It is our assertion that impression management is alive and well in organizations. We will draw from the results here and our firsthand experience with the research project to highlight important implications to which organizational consultants should attend. To begin, the contrasting results in this study support the notion that employees, particularly high SMs, do manage impressions. If high SMs are effective at shaping impressions, they may also be more effective than low SMs in client service. Providing high-quality service may require playing multiple and sometimes contrasting roles depending on the customer's needs and situational constraints. This implication is supported by the finding here that high SMs exhibited a unique impression management strategy called hedging (i.e., both associative and disassociative tactics, while being positive). Therefore, selecting and placing high SMs into customer service roles could be beneficial to enhancing service quality. However, this benefit must be weighed against the potential for high SMs to report inaccurate or exaggerated information.
Although SM played a significant role in the impression management strategies exhibited here, the results revealed that the amount of variance accounted for by the structural change in SOC is greater than that for SM. This is particularly relevant when considering the interaction between SOC and PA. In the absence of direct supervision from a widening SOC, research on the concept of leadership substitutes suggests that the best approach is to provide clear procedures. When procedures are provided in the absence of leadership, employees will function almost as if no change has occurred (Howell et al., 1990; Kerr & Jermier, 1978) . This was not what we found with regard to impression management. Rather, procedures in the absence of leadership appeared to encourage the use of impression management in the form of a self-protection strategy. That is, employees would state something like, "I followed the rules. . . . The customer was satisfied." These findings suggest that organizations experience more gamelike behavior by their employees as a result of the weaker supervisor-subordinate relationship that can occur under a wider SOC. This is not good news for organizations attempting to empower their employees to take ownership and make decisions. The reason is that employees must be able to deal with greater amounts of ambiguity in increasingly turbulent environments that require creative solutions. Procedures cannot Cady, Fandt / MANAGING IMPRESSIONS 199 replace an employee's capacity to deal with complexity. In the future, it will not be possible to provide protocol for every scenario. Employees, particularly frontline employees, will have to be strategic thinkers (Parker, Wall, & Jackson, 1997) in situations where supervisors and procedures are almost nonexistent.
One concept that applies here is empowerment. Empowerment refers to developing employees who can make competent decisions while sharing in the setting of long-term objectives and priorities. Similar to the arguments for job enlargement and job enrichment, empowerment is seen as a proactive method for increasing employee motivation and morale (Conger & Kanungo, 1988) . A leader who empowers employees exhibits behaviors such as providing vision, trusting employees, removing performance obstacles, and motivating employees through encouragement and coaching (Conger & Kanungo 1988; Waldman, 1994) . In addition, research shows that leaders do not have to communicate direction in situations where subordinates have more ability, experience, training, and knowledge and work in a cohesive group (Podsakoff et al., 1996) .
Empowerment was a key word used by management in the organization being studied here. Management argued that widening the SOC would increase empowerment and lead to better decisions in the organization by those "who know best." In reality, management was attempting to save money by reducing the supervisor-to-subordinate ratio. Reports show that many organizations are reengineering their management ranks and eliminating layers of organizational hierarchies primarily in reaction to competitive threats, cost reductions, consolidation, strategic realignment, or productivity and efficiency improvements (Cappelli, 2000; Greenberg, 1989; Parker et al., 1997; Sutton & D'Aunno, 1989; Tombaugh & White, 1990) .
It was our judgement that management in the organization being studied here had an unrealistic appreciation for the practicalities of empowerment. Management assumed that the employees wanted to be empowered and could easily take on the added responsibility. The problem was that management did not consider the years of conditioning that were in place, conditioning that taught the employees to "not think" but to "do as you are told." Not only did management have difficulty giving up power to subordinates; subordinates appeared to have difficulty owning the power they were given. Empowerment is not easy to implement (Edgeman & Dahlgaard, 1998; Holp, 1995) . The challenge for consultants is to help management strike a balance between providing direction and sharing leadership responsibilities. Moving to this new state of empowerment requires that consultants provide management with a roadmap for the transition process. As with the organization studied here, the transition was neither considered nor valued-not until the study was conducted as a pilot. It seems that experimentation through action is one of the most powerful means by which to change the empowerment paradigm of management and employees alike.
Contributions and Concluding Remarks
This article extends the current understanding of the research in five ways. First, a unique set of variables was used to predict the impression management tactics of subordinates. SOC, the leadership substitute of procedure availability (called PA), and SM are posited as important in explaining subordinates' attempts at upward influence. Such an alternative integration of theories was never before done, and it directly advances the limited research on substitutes for leadership (Yukl, 1998) .
Second, the research design and setting advances Ferris and his colleagues' (e.g., Fandt & Ferris, 1990; Ferris et al., 1997) research based on quasi-field experiments with employees working in hypothetical scenarios. This is one of the few studies to examine actual macrostructural changes within the microcontext of impression management. To date, most research on impression management has been conducted in laboratory settings in which the thoughts and actions of participants have been considered as products of cognitive operations (Kolb, 1998; Tetlock, 1985) .
Third, we were able to avoid concerns of common methods variance. Whereas most research on these theories has been based on self-report measures, this study utilized objective measures (structural change and masked assessment) of the independent variables along with an objective (masked assessment) qualitative analysis by third-party evaluators of the dependent variables.
Fourth, the results present compelling evidence that PA, as a leadership substitute, is meaningfully predictive and warrants further research. The findings also suggest that PA can have a dual impact on outcomes, pending its availability. This proposition is supported by the interaction of SOC and PA, along with PA's consistent influence across various conditions. Finally, the results provide support for the possibility of three unique impression management strategies composed of a combination of tactics. In much of the literature on this topic, tactics and strategies are used interchangeably. We propose a distinction between these two that may help researchers to better understand the patterns by which impressions are managed.
It is our hope that this article will stimulate more research and discussion on impression management. Much of the world is experiencing change at a tremendous rate. This field study presents a compelling case that structural changes within organizations do create a fertile environment for all kinds of influence strategies and tactics. Rather than examining these issues in controlled settings, researchers should continue to find creative ways to study organizations in action even though studies in the field represent a formidable task. This is an interesting challenge and a tremendous opportunity in a research arena where there are still many unanswered questions.
